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MEMORANDUM FOR:
THROUGH 3
SUBJECT :

IS Lo T GSe

EN NP B P $r B
-l : 2o

Deputy Director for Support
Executive Officer to the DD/3

Outline of the Office of Personnel Supervisors'

Critique - Supervisory Responsibilities Program

1. A summarization of the critlques of the supervisors from

the 0ffice of Persomnel follows:

GENERAL

a, All in attendance appreciated the participation
of senior officials.

b. No one stated speclfically why the psople were
there. This category should have been in the keynote
speech,

c. Also, some thought that the difficiencies of
Agency supervisors should have been stated "loud and
clesar",

d. Many wers of the opinion that the course should
be reduced to % day by eliminating extraneocus information
and presenting concrete suggestions, Some felt that the
conference did not "nail down" supervisory responsibility.

e. Soms were of the opinion that two presentations
would bes more desirable; one for the more senior officlals
and another for grades GS-11l and bslow.

f. Speeches were too long. If esach could be
shortensd by ten minutes "we could get back to the job',

g Over-all, the presentation was impressive.
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INDIVIDUAL PRESENTATIONS

Director

as Nice to be seen and heard. Many are only familiar
with the Director's picture.

b, Because of his talk, the importance of the program
was gself-svident.

Degut.x Director for Support

a. Set the tone of the conference by his discussions
of concepts of management.

b. Colonel White "came across the footlights as a
warm personality whereas I had always figured him as
rather cool®,

¢, Speech well organized.

d. Substance good and personal philosophy gave the
program the proper setting and theme,

Chief, Medical Staff

a. Excellent presentation. One individual said
"best presentation and most interesting of the program".

b. Could be shortened.

c. Suggest special session devoted to stress
problems,

d. More coverage could be given to supervisors
rather than the offer made to discuss alertness teo
medical problems with interested officers in seminars.

e. The general thinking was that Dr. Tietjen's
talk was the most interesting and stimlating.

Securigl_l‘raining Officer

a. One comment was critical in that the Security
talk was "a pitch" to all employees not the supervisors!
particular problems.

b, Very polished, smooth and effective.

¢. Lescture as presented did not fit into the
over-all program,
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Director of Flnance

a, Most comments range from "condensse" to "eliminate"
or "recelved no message"”.

b. A pertinent observation was that the supervisors
need guldelines on ldentifying potential embezzlers where
appropriate, for the speaker failed to cover how the
supervisor can anticipate, forestall or prevent derslictions.

¢, Needed visual alds (as in Medical presentation)
and discussion of personal experiences -- liven 1%t up.

Director of Personnel

a, The views of the supervisors from the 0ffice of
Personnel were generally very complimentary of their boss.

b, It was said, however, that he tried to cover too
mach ground and "vocal" punctuation was badly needed in
that he rushsed from one idea to the next without pause.

¢. One comment mentioned that the DD/S set the
tone of the conference with discussion of concepts of
management and Mr, Echols discussed the practical
aspects of implementing the concepts.

Panel Discussion

a., Some gtated "very interesting but answers
guarded"”,

b. Contrary to the above, another supervisor
came away with the opinion that the Panel readily
answered any and all questions,

¢ A third person suggested that elimination
of the Panel could be effected without serious loss with
the substitution of s sum-up speech by the Executive
Director.

Executive Director-Comptroller

a. It was suggested that the Executive Director-
Camptroller devote more time to summing up at the con-
clusion of the conference and stressing his views on
Agency management.
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Bod s

OTHER

a. Sound Equipment - Improve - Very bad.

b. Visual Aids - Greater use.

2. I found, by reading the cover sheet and the 22 page attach-
ment on the Supervisory Responsibilities Program, that there were
probably as many pluses and minuses as there wers people in attendasnce.
This I have found to be true in most critiques of training material
vwhich run the gamut from criticism to acceptance to high praise, All
are always present. Although most of the statements written above
appear to be critical, these were selected with the thought that
future presentations could benefit by the changes suggested.

Pon

| | 25X1
Senior Training Officer

Deputy Director for Support
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SURJECT : Supervisory Responsibilities Program
REFERENCE : Memo fr ID/S a%4 7 Apr 6% (IS 64-2099), same subjeet

I Y

I bt

Y 4

)

1. BReferenced memormndizz cails for satmissicn to you of & cunmmyy itlgse
of the Supexrviscry Responsibilitics Progrsa presented on 10 April whicl rvpre-
sents the view of the mperviscrs from the Office of Fersomsal who attended the
course .,

2. There was only ons peint on vhick our mpsrviscrs comented or wilch
there was sgreemont. This wes in their overall :esponse to the progrmm: and the
memnm A1} of ocur supervisors consifered the

3. There was littls unsnimity in our supervigars resctions to other sspocta
of the program. We are atteching the comments offered and beve grouped them by
topics for convenient refersrge. Orpe suggesticon wvas mede in discussiot: of these
comments in our staff meeting which wvas set contained in any of the witten re-
ports. mewmmmmmmzaswm

m,mmmitmsmmmmmmﬁm*
tise and also that It should eontain mmwe information on the services #nd facili-
$isg of the Medical BStaff. There Ws almost complete sremment that the Finawe
Jecture should be shortened, and reviasal, and & fev mperviscrs suggested 1t Le

renoved frem the course.

; The conmenmus wes that a full dey of loetwing wes

) o spervisors suggested shoorioaing the progrws efther Ly
aliminating some of the lactures or by cutting down the tiae allotted to them.
Some suggested running the progrez in tww half-dny sesasions.

deg: Almoet ail of our suparvisors sugpesbed improve-
5 pound syrtem mxrrangemards.

Fatteqn of Besction: We 414 not detect sny pettern Aistingnishing the
resctions of semies cvisors fraw those of smdor mpervisas. There wre
mlnw m, that the wfidence freluded %00 wide a rerge ané

that subseguent prese: re might be offered to groups selected according to
grade lmzerlmz &Wmms&mﬁ.
Distribution: L niE
0 & 1 - Addressee P VIR
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1. General sponse to Program

The Suwpervisory Responsibilities Program was wxiremely well presented end
recelved, It 1s our cpinion that the Benefits to be derived will more than
offaet the cost involved.

-» * » *  J -

Overall, the presentation was izpressive. I lelieve that the progien was
succeasful if its purpose, ms I gatherwi from the Divestor's remarks, ies to
éevelop muong those present a commor undspstanding and scceptance of the total
range of their responsibilities as supmvisors and esploywes. It is wually

appisuse at the conclusion of his remarks was lively snd appeared gemilne. 1
noted that bhe 4id not sppesr to be "talking down" to the suflsnce in my wy.
mmmmmmmnofmmwmmmt%
g:ytmw total responsibilities as employess end supervisors and carry

* * * & * L

memmmmmm«nmmmm. Yhare was
genernd agresaent that such a progrsz wes long overdue snd that It served &s a
much nesded vehicle to put forward the views and philosaphies of top Agency
mansgement officials to senior Ageney mupervisors.

L * L4 » » *

Our supsrvisors felt that the course has sufficient valus to Justify its
being repeated, even without ehanges. ¥or them, ths progyer was especially
valuable since they had & chance to see their Deputy Direstor, and to Rear hin
describe his philosephy of supervisisn. In all, our supervisors wers impressed
with the purpose of the progran, its cordent, snd the attention given to it by
the senior sitaff of the Agency.

* * * » * &

While we know our responsibilitias, it is & fine thing %0 have an $opor-
tanity such as this program to stop and reflect on the iuportanse of goad
supervision to the Agency as well as to the individmls viwm we supervise.

» * * » #* *

It is reasonable to assune that top asnsgement believes shere is rem for
{mprovenent in supervision in this Agency, and that the mesting was hell %o
rectify certain fwults. Nobody in faet delivered the message of why we were
there. This should have been the keymote speech. Specific deficienciss should
heave heen noted -~ loud and clear. It should be made very clear Just wast too
menagement expects of supervisors and vhat they intend to get. The presarta-
tion should have sugnented these polirts in a planned and concise manner.

S T
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As it wves, starting with glowing werds from the Director, sverybod- ves
rather camplacent. It appsared thaili evarybody figured this type of progrms
wes not really for him, but for & fow dalinguents.

In sumnary, the following changrs ave proposed:
1. @8peeify the priority deficiencies ss scen by top managemen'..
2. Bulld the presentation wround these daficiencies.

3. Hmumer these polnta. Rephasive that overyone must recognize his
own deficiencien and decide fur himgslf that he can and is expected
to improve.

4. Make it clemr what top ranagerent Gemands, what practices wre
unacceptable, and what cteps must be taken to correct unsstis-
Tactory supervisory performsance.

» * * * #* %

I have mixed feelings a= I try to sumarise my cbservations about the meet-
ing attended 10 April. Based upon the "theme” of the meeting, I was lroking
forward to hearing how I could enharce 1y knowledge of supervisory responsibili-
ties and my skills in superviscry practices. I huve no argument to offer about
the necessity and worth of such meetings. I think the Agency is just lats -
late « late in developing erd using the stpervisor, n fundsmental and tesie
tool of management. Such meetings are worth the tine, effort, and expensa
necessary to conduct sessions like the one civen.

#* * * * * .

I would like to hope that such ¢ conference would provide the bastis for a
more consistent and more uniform coneept of supervisory respemsibility in the

* * * * a* #*

Bither in the ecomments or orel observetions mede to me, more than one is
unconvineed that the speskers practice vhat they presch.

* * * * » *

Camnents overheard at this meeting vers favorsble in terws of havitz a P8
supervisors conference (first time for this growp to be so ildentified)} com-
ments were in the vein of recognising that the Agenay suparvisors hewve simifi-
cant responsibilities that nansgement can hold them acecuntable uhich sve over
and above those found in non-security organisations.

Surprisingly enough, the fact wes that a mumber of participents in the
sudience dld not know the prineipals other than by neme. Is the organization
that blg or don't we Just need more of these get-togethers?

* * * & L *
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A gincere appreciation of the interessi shown oy the participation of the
Pirector and the senlor officers vho prepared and took psrt in the pro.oem.
This in itself had considerable impuct.

o« .4 L & * k]

In my opinion the day's presentution wes thoroughly planved, careflly
organized and well executed Ly all varticipanmts. It left me with two dominant
impressions, both favorable., Firsi, senior mansgement officisls are cleerly
sware of and interested in superviscry problems sai responsibilities. This
personal expression of avereness hm: s wmuch more lasting impact than sy imper-
sonal Agency issuance on the subject of managenen: and supervision. Beccndly,
during the day senlor Agency mansge's parsonally comaitted themselves o progres:
sive supervisory principles and philosophies in the presence of a large rimber
of their subordinates. I believe much a commitment w11l result in Smpr-oved two-
wey comminication between manager sl suparvisor in these aveas.

* L * # * *

The conference, quite correctly, traemted the theme at the abstract level --
the only spproach whish could reelistically cover the topic in & settby of this
kind. However, after listaning to the questions presented to the pane’, I was
left with the impression that eithes: tha pupervisors were not gesxred t: this
level of presentation or thay tended. to relate the concepts to their smecific
experiences. The supervisors were nore awxious to come to grips with conorete
supervisory problems than bto discuse supervisory respensibilities in the abstract
sense. In this comnestion, the ratire of the questions was puch that ‘heir die-
cussion was more spprepriate to emall seminar grows. It would eppear then that
the value of the conference would be emamiwed 4f it were followed up with semin-
ars of supervisors at the division or braneh level, Buch seminars might be
moderated by members of OIM's management staf?l.

A * * »* * "

Whils a great dsal of the inforzation contained in the lesctures war useful.
I believe too many intangibles were intertpersed :n the telka. Thersfive, it
appears to me¢ that the course could be reinced to e half-day course by culling
the information contained in the lecturcs and presenting more concrete sugges-
tions.

L +* » * ** #

Where the humen will to work is concermed, which is st any lavel, by all
means this program should be contimved. BEncoursge healthy humsn relat’ons at
all times. %There have been enough sigmposts to weryant it. Rffieient manage-
ment dsres not to leave the develoment of good working human relstionshipe to
chance. Security messures will not produce harmory. Ve need move the: sscurity
measures. We nesd productive teemwcrk. Ve need men and women working willing-
1y together toward known gomls. BSupervisien is a lot of things.

% * * * L] %
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xmmmm,mym,mmwmum%- ful
course for Agency eupervisors. I felt thet sveryons lert the mseting t%a
very cceplete swereness of his supervisory resporsibilities. Many of the
thoughts presented hed probebly never besn previocus)y considered by & meaber of
the supervisors; to others it plasced responaibilities in foeus again. It wes
a fine gesaion.

» #* * * * W

The concept of this meeting and tertative format is not only eppreoriate
tut vitally needed at this time of trarsition in Agency mssegement preblems. I
would suggest that it bas been most useful in resffimming sensgement yhilosoohy
and establishing guideposts.

* * b3 * L »

Ny izpressions from the supervisory eouference wvers genarally favcrable,
perheps beamuse I had never sesn nor heard many of the participsnts. The
gonersl tone and content of the lectures were excellent. My wain eriticiss wme
that the conference still 414 not natl dowm supervisory vesponsibilitiss. Whnt
disciplinary action has Deen taken against supervisors who have shirked thelr
basic 1bilities (for example, ir the embesslement cases noted ¥y
Mr. Fuchs)? What is being done to unccuvage and even coerce supervisocs into
differentiating between quality of erfermnce of suberdingtes on fitsass

reports end other official evaluations? (The sl question on foreced choice
rating systems was sulmitted and signed by me.) I believe the comments Ly
Col. White and others that supervisors acoept this responsibility were

pertinent and appropriate, but that they 41d not zo far snoush.

A second impression was that the confarence siould comtinue to strose the
importance of improving the quality of individusl performence through supervi-
soxy @action. A negative fitness report saculd not be issued without proper
counseling (s discussed by Col. Waite). Ey the seme token, one negative fite
hess report should not be allowed to blight an eaxdloyee'’s future prospocts. T
think this fasr of giving a subordlhimte the "kiss of death” is one resson wWhy
responeible and alert supervisors scmetimes fall to issus realistic fiiness
reporte. FPerhaps this point could be pimved wp in s future conference.

#* +# * » * *

&
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This was the fivst time I snd many other moare senicr colleagues had over
seen or heard the ICI. I believe his sppsarsnce and spproperiste remadics added
greatly to the meeting. Pesople worlk for individusls rather than nsmes on an
organization chart, and the value o’ such a pep talk cannct be overestinmsted.

* - * # * *

In talking about courage he semied to suggest that s supervisor must ignore
the personal considerstions in dealing with his subordinstes. Obviously he did
not mean this, tut as it wmas put, it oould be 3¢ nisunderstocd. He wis obwiousls
working fron a ghosted text with which he wes unfanilisr and vhen working from
such & text is a monotone. However, vhan he desls with mabterial which ic per-
mxwm,ummmnmum,mma@mw
Whether true or spocryphal, the lasi bis on the Presidsnt's visit was terrific.

* * * L * »

If subsequent prograns ave staried hy 2 talk hy the Director of Central
Intelligence, mwmmmmﬁubeuumm&ahm
degree of responsiveress will ensue.

* * » » = *

SEGRET
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3. Talk by the Deputy Directox for Supooit

I believe that the opening remsxks of the Deputy Director for Support sstab-
lished a philosophic background of mmnazement goals. It would seem loyieal that
successive speakers should address themsaives to the intensive appliessicn of
this philoscphy. Perhaps a discussion of specific management gosls within the
framevork of this philosophy would be most constrictive.

* * * * » *

Col. White's end Mr. Echols' presentations doversd the theme of th: canfer-
ence extremely well. The former» set the tone of the conference with kis discus-
sion of the concepis of mansgement; and the lstter, working within this frmme-
work, discussed the preactical sspects of lmplemeniting the concepts. 5 ny
opinion, the substance of both presentations should be continued as is.

+* »* » * +* *

I came avay from the meeting with the feeling that the supervisory respone-
sibilities as ocutlined by Col. White were woll dafined and he left 1it:le doubt
as to the role he expects mpervisors to sel for him. Col. White had 1ueh to
say about the "courage’ required to be & good supervisor in the managsmnt of
pecple, but he missed a chmnce to strongly urge thet supervisors, from the top
down, bave "courage” smough toc do ar agonfzing re-apnraissl of their ovm work
habits and managerial skille.

* * » L * -

I felt that the ID8 came across the footlighte as & warm personality -«
vhereas I had alvays figwred him to be n rather occol Indivifinal. Had tove stegs
presence then the others also. His specch was well organized and in ore~two
fashion he ocutlined his mansgemert Thilospphy, which I felt vas well~received.

I suppose no one can figure cut the right' srey ares answers, especially smployed -
supervisory problem areas.

* * * L L *

Col. Waite's comments seemed sppropriste snd resningful {although vhether
he is really a Theory Y man rather than a Thecry X amn is still dsbatalle).
His specific illustrations of the parking problem asd "open windows” problem
were simple exsmxplses of a frequent fallure of supervisors to take respinsibility
for enforeing Agency regulaticns and palities, pertioularly the mundant and
unpopular ones. I think hie discuseion of supervisory responsibilities should
note what steps sre being teken to rewwd good smupervisors and pemalim: poor

* * * ] L 3 ¥*

1 felt that the IDB' presentstion wns excellert., It was heslihy t¢ have his
subordinants hear him espouse sound concepts of ixtelligent supervision and per-
sonnel menagement. His commente on the swpervisor's rele in cheerving and glving

Franr
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recognition to employee's feelings eand in eremting s climate to encoursge their
individual initistive were impressive as were the exwgples of the need to secept
responsibility for fim disciplinary scticn vhich he gmve from his own experi-

ence. I had some feelling that his ocbsarvasions ccncerning the carelpsinass end
lack of discipline in sttitudes towerd buillding meintemance and parking aontrols
were of a somevhat different order and might detoect from his deeper message.

* +* * #* » *

He should strive for more change of psoe ir conbdemt. There were ling secw
tions of essentially pedmntic exposiilon vhich need to be broken up with anec~
dotes or illustrations. The telling phrases, for exsmple, "rehabilitetioa of
ths delinguent,” get lost in the geners) stresp of wnv¥da. He and same of the
other speakers need to use the vocel pmuse. Therve need to be obvious lresks
between l1deas, parsgrephs and sections of the talk. Any spesker must le cons-
scious of the fart that in writien metarisl we not only have the advaniage of
panctuntion, but of paragrazhing, to identify the internrl organizatior of the
material. This is not svalleble in spseches axl the spesher must substitute
pauses, gestures, change of tone and change of pece. Ancther device 4t to out-
iipe, list, repeat, and restate the essentiesls vhich we are trylng to communi-
cate.

L * »* * » **

I think that the DD/B might have spent less time discussing psychological
theoriss of motivation. If motivation im to be imrluded as & principel. $opic
on the program, I would sugpest thet it be discusred by a psychologist or in-
cluded in one of the cothexr techmnicel pewsentations. I belleve that thu: Daputy
Pirector who participetes in this progrum should mmie a talk pointed & the
kinds of supervisory problems inheremt in his Directorate's functions #nd
activities, ¥or the most pext, I think bhe should txry to be inspiring rataer
than instructive and that he should Immmess on his supervisors the gem:ina ccon-
earn and intention of top Agency mmpagmert to improve supervisory pafforamnce.

* * * * » *

It wvas generally agreed that Colonel Vhite war at his best when he put
forth his personal views ard philoscphies concerning two experiences of his
pest.

* * * * » *

The course material was well received by our supervisors. Farticular note
was nade of the IDB' lacture and the fact that he came tivrough "loud md olemr.”
Qur supervisors felt that the substance of his lecture waas good and thit his
comments on his persanel philosophy of supervision gave the entire progran a
proper getting and s theme.
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L. Talk by the Chief, Mediesl Stafy

Dr. Tietlen's discussion of sizess Isttors wes ©vellent in pointirgz xt how
sesuingly-axtrenscus factore do effect sn employee's perforsmnce snd 4 raminding
superviscrs that e subordinate must be 1egarded ae a total permonality anl not
only in terms of his visible Job performtcs. Hovever, I believe that tho medi-
cal presentaticn would heve hadl additiccal velus for the ewpecrviser if Dr. Tletje-
had discussed the sperviscr's rols in sssessirg the yhysiesl and mentsl reguive-
ments of & positlon and an employoes's plysienl sné memtal caparitios to nerfom
in that position. In this comneotion, & think §¢ womld hewe been of velua for
Ir. Tietjen to have discussed whet Medical Steff¥ susport is svailable to 4 super-
visor vho discerns that a subordinats's physical cr memtnl eondition i acfeeting
hiz Job performance adversely.

* % # k * *

br. Tietjen's lecture was infomsative med imteracting tc me persomelly. e
might have more foreibly and pointedly ¢irected his remarks to all supezvisory
levels, giving exmxples of the kinds of csases ami the help they can offer.

Dr. Tietjer left me feeling he was tilking to me & &n employes rether thas &=

a supervisor. He 414 relste to, tut disn't esphasize, the responsivility of the
supervisor o utilize the facilitles of tha medicel office in iSemtifying medi-
cal problems of wsployees.

Lt » k. * » o

Personally, I felt ithat Dr. Tietjen only vhetted the sudience's appatite ob
the stress business. I believe that the majority of the sudience would 1Like a
special session davoted to "stress’ mwolleas that sre being faced by our umploy-
ee3. Alac, from the supervisory staadpeint, what ave the vesoguismable syrptess
of varicus stresses. It Just waan's snough to tell that 500 verson audlence to
"be good to yourself.” EHe inferred joseible sdditiomal sessions later.

* #* - * * %

3horten the Medicel pressutation. The opening cortoons wers excellawd and
nade thelr point well.

* # - E 4 % +

Dr. Tletjen guve perhaps the Les' prepared, mosi, imteresting telk o the day.
Itz immediatn “usefulness” miy be dehetsbls, bt his Dwitetion to the inédvida:
superviscr to step beck and exmaine Lils owa physics: and menbel conditir and
attitude, as well as those of his suhordfmstes, ves en importent messsg:. [
thtw&lmﬁz#hetﬁm%ﬂ,diﬁhm& it sonld be shortened e bit i

#* * # # vk ¥

As a presentation, well dome, il he shwuld bave sarlier identified tie plenc
the supervisor cccuples or tiie vole that ho plays in vhat wes baing covered.
*

* i
SEUiK
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The Medlsal lacture wes enterteining, However, I think the speaker ~culd
have done a betber Job of tying his points down as to their meaning for super-
vigors. Otherwise, and this comment refers particularly to the discussion of
“stress,” the lecture might be given st any time to any group of Agenecy amploy-
ees. Hare again, I felt thet there wms more that could be said of the sper-
visor's responsibility for bsing alsrt to evidences of medienl problems. I
disagree with the speaker's spproael iv "offering” seminmre to interested groups
on "how to spot emotional problems” -- this sudject, to me s 18 one thet night
vell heve been covered in the Superviscry Responsibilities Program. Altorna-
tively, such seminers should be schaduled in the nesr future for seletted levels
of supervisors.

* ® * & * *

The only ares in which there was a distinction in remction betwesd senior
and junior superviscrs was in relation to the Mediosl presentetion. Tie
"seniors” thought that it wes most useful in that it represanted Manageewnts
interest in 1ts employees as humen heings; that it was sympathetic to their
vants and fears; and that it was swnre of the strenses and gtrains which employ-
ment in this Agency places upon thei. The "juniors™ thought that perhaps the
presantation could be condansed.

W * * * * &

Qur pecple commented favorably on Br. Tietjen's presemtation. It was sug~
gested, however, that Dr. Pletjen's presentation sty have been nore meaningful.
to those supervisors vho are alread aware of the Medical Staff's capshiliities
but might not have been as neaningfil $o those vho A4 not know vhat £ Medi-
cal Staff does, and can do, o help a supervisor. Por this reason, it wes felt
that perhaps Dr. TietjJen might include in his preuentation additional oxemples
of the services of his 0ffice.

#* # * * L 3 »

For me, Dr. Tietjen's talk was prodably the most interesting and shizalating.
It followed in gremter detall the tleme of Col. White's concepts and Pocused
sttention on the practical Inman corsiderations which are so much & ot of
supervisory-employee relationships. BPr. M™etjen'sn talk axphrsized supcrvisors
as individusls rather than ss instriments of manajement.

» * * * * *
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5. Talk by Security Training 0fficor

This lecture spparently was prepared for owerall Agency consumption. It
vas effective,.

* ¥* * * * #*

The security presentation was scen to be what it was in fact, pitened at
all exployees and not spproached from the supervisory point of view.

* * » * * ¥

The Security re-indoctrination lecture was well dome. In fagt, 1t wes too
polished. However, I think it wes far wide of the mark for the yurpos: cf the
Bupervisory Responsibilities Progran. I think the lecture as given wa: fine
for its initial prpose but that there are a mumber of other things tit could
have been sald regarding a supervisor's security respensibilities as & super-
vigor. Unless a different iype of presentation is developed, I would nuggest
dropping this pert and exposing supervisars to it in the nowmual course of the
Becurity re-indoctrination program.

* »* E 2 % * »

There was unanimous feeling that the pecurity lecture, as presentes, did not

fit into the day’s overall theme and that it was the low point of the day.
Again, while they sgree that the Offiece of Securiyy should play an important
role in & supervisory program, thay bave yuestionod whether the lectur: should
be a re~indoctrination type and felt strongly that the styls and eontent of
this lecture as e part of the supervisory program he reconsidered.

* * W »* * -»

The SBecurity presentation wes sooth and effective. It left no doubt of
the importance of an swereness of the positive threat to the Agency's secwrity
and of the eericus obligations and responpibilitics.of every supervisc: and
sxployes. My only adverse criticier of this presentation is that, in the con-
text of this progrem, it suffered fyom imck of fdentification with the person-
ality of the Director of Becurity.

& * * * * ]

10
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6. Talk by the Director of Finance

The talk by the Director of Fimuwee wnile wery pertinent could hav: lLeen
condensed to & considerable degree or possivly these detells may be of mreater
significance to DBP funding operstions.

* # * * +* L

Eliminate the Finance talk, The end portion on fitness reports was yalu-
able but not heard by many. (The "’5% lost.”)

L 2 * » . % *

The speeches given during the dey ware extremaly good with one exoeption.
Personally, Mr. Fuch's spesch md prmetionlly no nessage for me. I founé his
talk very uninteresting -- possibly beeause I an not eoncerned with fEsroisl
motters in the sense of hism disoussion. I imow 1% was not his fntent Hut the
speceh seemed gesred to an mudience of thleves and robbers. I was afmid ¢o
bend over and pick up & quertsr I saw lying under = seat.

* * * * * *

Mr, Puchs covered vital groumd, btut Y éon't think he wves as effective as
be might have been. This was partly dus to following Dr. Tistjen's "medicine
show”, tat also due to a parochia) epproach which might not go over efifectively
vith representatives of other comporenta. is guidelines on idemtifylig poten-
tial "esbezrlers” were appropriste, but more eemhusis could ba placed on the
role and responsibllity of superviscrs in discoursging "grey srea” mimise of
govermmant property and money, {suck: a8 representational and opevetiocm:] expen-
ses, parsonal use of officinl vehicles, ete.). This question was touched on
lightly, tut 1t should get more attenmtion, in my opinton.

*» * * * L *

It vas good material, logically arranped and Forthrightly presented but he
has an unfortunate vocal quality and lack of vawiety. Substantively, le falled
to cover the problem of how a supervisor can anticipate, forestall, or prevent
develictions.

* # » * » %

Mr, Puch's presentation wes poor in thet it either was aimed at thr wrong
audience or did not go into the supervisory considerstions of how emplbyees get
this way.

* * * #* »-

It seems to me that the telk by the Director of FMinance could be redused in
length and sharpened to mske the few points thet it had o meke. Tt would seen
to me that there are other subjects that could heve been brought up in this talk --
vhich seemed to be comcerned mainly with instancer of mishandling of offi:ial
funds; the supervisor's responsibility fer econcmical end effinient ust of
funds and property might heve been devaloped move Tully, for axemple.
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As 8 general ruls, discussions eoncerning the handling of Govermmert funds
sppear basieally negative and restristive in matuvre. Although ably presented,
the presentstion by the Director of Pirence wag he axception. I believe fur-
ther effort could be made to find s 20re positive freme of reference. Oma
possibility might be to emphesise more strangly the superviser's role in the
Judieious use of limited Govermaent funds. The prisery thrust here wxld be
the best use of svailable menetary reacurgss rather than the regulatory and
eriminal restrictions imposed in the custedy of Govarmment funds.

* » ¥ * * »

Qur supervisors commented adverssly or the siyle and ecntont of the presen-
tation by the Director of Finanse. ihils they sgresed thal the DfPfice ¢f Pinmnce
has sn important role in a supervisory progrmm, they have suggested tiwi the
style and content as well as the duration of his lsghure might be recotsidered.
They also Pelt that sxsmples or illustmtions might hawe served better to hold
the atbtention of the suldience,

* * * : 2 * *

The Director of Pinance put acrosa his message on the responsibvilities of
supervisors for cost consclousness and fipancisl mmosgement snd on how thay
should monitor their subordinmte's bandiipg of furds. His examples wete good
but I falt there were too meny of them. 7This talk would be better iIf It were
shorter and less technical. The injectior of some nmor wonld aleo help.

* * * * % **

e Pinance and Parsonpel portiecna of the cownrsae could heve been livemed wp
consideradbly by the use of visual aids or perscpsl éxperiences to add pone
flash and color - as in the Medioal presertation.

& * * * * +

The presentation by the Director of Finsnce wes not equael to the presantae-
tions YWy the other speskers. It is recogrized thet vhen we talk aboud coatrol-
ling money, we talk mostly in negatives. Perhaps this presentation covld be
eondensad tc cover the type funds irvolved, genavel expenditure reguirenants

and two or three specific cases involving amiseypropriation or incorrect handling

of funds. The regulations sre guite explicit in the handling of funda and to
re~hash the regpulation would losme the impeet desired.

* * » * * +*
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Lol U5

My, Bohols nade & very good delivery of his spesch., Ths injection of a few
sppropriate exsaples (possibly in a humorous vein) to highlight points idch he
vas mmking, would have made it mors effegtive and ul.

* »* »* » * *

&mm»mmm,fmmmwm«mn&mmamum
of giving esphawis to concapts vhich had nlresdy been coversd and of wplaining
the evallablility of psrsomnel sexrvices and prograss to assist supervisors in
carxying out their responsibilities. Tails was well done. It was during this
talk that I recognized consclously ihat, with coe exaeption, everyone -4ic had
mmmwwrimmw&ummwrmﬂmmotﬁmﬁa&ney.
I belleve that this point is extremely important o the reorientetion yregram
and should be given even greater coghmsis. Asgunirg that the BDS would wot be
mmonnmhambmdtosmommmmmﬁonﬁﬁf
believe the Director of Persommel shoull cover some of the material wiich the
HDS handied in this progrsm.

* * * * % &

In substance good, becmuge it got down to mits and bolts and had direct
meaning snd spplication for the working supervisor.: As with some of %he other
speakers, vocal punctustion was badly neefied. Dan't be afraid of silence, or,
in brosdcasting temms, “desd air time.” There is too grest s tendency to rush
mmmmm,mww-mms,mmmfmm
point to sisk in. Haybe we hear only i of Wit 1s sedd because what has been
sald 1s immedimtely blocked by what 1s Deing sasd. There were times wlen the
very speed profuced sloppy artisulation. A single exmmple should suffice to
Nlustrate. In the word "dissatisfection,” the "¢1s” was almost lost. T would
mummm‘mmmwhnmdﬂwﬁrmh,mwﬂs
"I will nov proceed to" might better hmve deen "now lst's highidght..,' ‘e
apeech should be analysed for ihe Rey or stress woods which then eoculd be under-
Mwwmmmmmmzwmmmmmwm-
ais should be placed.

* * * * » *

The presentation by the Director of Personnel should be expanded te inelude
thres specific ceses covering: an individual dlmmissed &wring his first year,
en individual dismissed during his first three yesrs snd the third individual
being retained. Persomnel Officars imov this but 1t was cbvious from the ques-
tion put to the Panel not all supervisers are reclly alert to sll their svemes.

~ The only other comment is to switch the times of presentation of the Chier,
Medical Staff and the Director of Personnel. Thers is no real Justifiestion
for this comment except Personnel gawreally follows the Commander.

* * * * * *

w.mmmmmmmnm@wmmwmuﬁm»

noon. Frankly, I bvelieve he mmy have tried to oover oo much ground for his
andience to absorb, although most of the topies were certainly of inteprsst.
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Some visual sids might help to focus on important points. As mentioned in my
rezarks on the M8°* lscture, I beliuwve thare should be more attention to the
specifics of hovw a supervisor should go soout ideatifying his cutstanding and
his weakest subordinates. The presont system offars little incentive [either
mwmzm}wmmmmrwmmwmemm-
tions necessary for effective managomenrt. Under the present system, one bed
fitness raport tends to cloud en employee's fubure (rather than acting ne s
spur for future improvement), and it is all too easy for tha swpervisar to

record & bland rating in the low avisags scals sinply t¢ svoid troubdle.

* ¥ » - +* »

Col. Waite's and Mr. Rohols' prosentations eovrered the theme of the confer-
ence extrenaly well. The former sei: the tone of the emferance with his discus-
sion of the concepts of management; and the latter, working vithin this ifreme-
work, discussed the practical mspecis of implementing the comcepts. ¥ ny
opinion, the substance of both presuntstions should be conbinued as is.

* - * * * *
That the Finance snd Pavaomnel portions of ths course could have boer

livened up considarably by the use of visnl alds oFf persomal experien:ee o
add scme flash and eclor - as in the Medical presantation.

o* ¥ #* * * *
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8. Panel Discussion

These questions-and-answvers were interesting, but the martisipants’ masvers
ware necessarily guseded. If time becomes & probliss, this session could be
cut, but it should be contimued 1f poamidle.

* * * * »* ®

I vms eapecially plsssed by the willingness of the pamnel to take of and
ansver any and all questions. This was especially meaningful to the extire
amdience, in my opindon, anfi, certainly, should becans BOP for future tessions.

* * * * * *

Elimingte the panel and heve s su-p speech by the Executive Dire¢tor.

» » #* » » *

The time spent in the perel discassion seemed lass worthwhile than that
vhich was spent on the talks hy senior officials. IRs main walne to m¢ ws to
provide s vehicle for an important ¢mtaibution by Mr. Kiskvetrick. Although
I adnit %o some predjudice sgainst panel presentetiors, I really beliewe “hat
this part of the progrem could be slimirated vitheut serious loss. Thé mrogran
would be Ixproved if it were shortenad cversll snd Nr. Kivkpeatrick used the
final periocd of time.

15
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The speeches should be shorter, brief and concise snd to the point.

* * * * » W

Believe the program could be presented in two days as it is rether long for
one ¥ho is in an office with much ectivity.

* * * * * *

The progran was too long. 4 64 hour conference is almost impossible fran
the standpoint of keeping eweryone's attention. After lunch speskers 1lsc
ought to be individuals like | | the Security man -- & big, bLoomirag,
tem!‘aismker Suggest 1o morae than 4-5 hour pession. I started tw indi-
eate ngxt tims but even this presentstion eculd be eut -~ some overlapping.

8 Speech could almost be cmitied for DX and DI supervisors - zeared
scmewvhat toward DIP.

&% * * * * »

I think the session was entirely too leng. A fall day of lecturing is too
much. I would suggest eithey that the rumber of spenkers be redused op thet
the progream be presented on 2 half-days rether then one Ml day.

* * * * * *

Our supervisors felt thet the &uration of the course was Just about right
and that one éay i1s not too much or too little, They vers fspressed with the
pansl concept. They suggested a stetement hy My, Kirigpatrick with the adds-
tional suggestlion that he should be the first spesker after lunch. The BCI
kicked off the progrem and set the tone for the mornming: Mr. Kirkpetritk 2ould
serve the same purpose as the {irst spesker after lunch.

* % * L * #

1 think emch spesch could hmve teen slortensd by ten minutes withoit zube
stantial loss in content velue. This would shorien the progran by aboit an
hour and give. the audience e chance to get back 4o their Jjobs a bit socnar.

* * L * » *

The course should be shortened. I8 ir not possible or desirmble fir opers-
ting officials te give s one-dsy course in basic supervision. One hali’ day
should be adequate for g welle-plarmned mesentation. For exsmple, if thers werce
pointa to be made in the medieal portion of the program, they could hate been
made in Pive or ten mimites. (Most of the people liked the slides, bub this is
pretty expensive entertaimment.)

* *® * * * 3#*

i
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Thers wes no complaint thet the cowse was too long. Bowever, two out of
four recoamended that perbaps sose advantege mighi scerue out of dividing it
up into two half-day morning sessiors %o be conducted on succeeding deys. The
thought being that so much wes presentedd so fast that it wonld glve ont time
to reflect between sessions and would be less dfmruptive to the noxmal office

* » L +* 5% ®»
It (the program) was too long.

» * * # * »

1y
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A better microphone exymngement for Mr. Echois and the panel,
* * » * - #

The socund eguirment shauld be turned up so that everyone can hear vhet is
being presented.

* * L 4 * * 2

I sat in the niddle, on the right as you go in, and duwring paxrt o this
session, I had 4iffioulty in hesring vhnt wos being sald. Recomsend s commai-
cations monitor to turn up the volure when theay have a sofb-ppesher.

e ¥ * * #* #*

The sound system was poorly smangad for the psnel and the volume too low
for Mr. NEchole' presantation. Many could not heay.

* » » * » *

It was generally thoughit thet the handling of the mierorhone wes tuile
clunsy and that 1t would seve confuslon by attacghing it to the lectern.

+* * * ki * *

Gur supervisors also felt that the mwie cesars mnd the technical sspects
wf filming the presentation served o 4dlstraet the sadience from the mpin
speaker.

* L4 * * - *

I was pitting off to ane silde ior the afternocn session and found the
speech by the Director of Personnel physicelly hard to hesr. I also hnd
trouble hearing the indivifduals sitting st both ends of the table durlyg the
panel discussion. A slight adjustment in the miocrophones would emsily elimirate
that problem.
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11. Use of Visual Alds

The visuml aids used by Dr. Tiotjsn and the Jecurity Btaff Office- vere
very good. These aids always make n more lasting impression on the aydiencs.
In an all-dny seasion vwhera a considerable smount of materisl mist be resambed
a little levity goes & long way. One or two of the speskers might well have
used visual aids or otherwise have Taightaned their hour long talks hy the
‘ interjection of Inmor.

L ] * * » +* L 3
More use of glides, 1llustrstions and shart iotion pletures.

* + % * * %

Greater use of visual alds.

| e S T S
|
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lz2. Participstion by the Rxecutive Diractor-Compiroller

Buggest thet the Exscutive Director-Comptrolier devote more time o summine.

up at the copclusion of the course ly putidng the setivities of the ds tack
into perspective, again from hie Ageney mnaganent vantage point.

k. & * * * *

The spesking time of the BCI cculd be redussd to only introdnotor: remsris
indicating his stamp of spproval and. imooitance thet he attaches to the: ranage-
ment role of the supervisor; that €te timi: savod e used by the Execut ve Dlrec-
tor-Comptroller in setting forth his gesersl views on Ageney managemery. from his
vantage point.

+* * * » * *

Many of cur supervisors felt tiet there wme o noed for "tying up “he loose
ends.” A cspsule sumary of the Agenecy's ochjeqtive 1in canducting the rogram
as well a8 & follow-up aon the I0I's obsarveiions of professionaliss mi;ht bave
improved the course oontent. In this respect, it ves sugpested thet M-. EKirk-
patrick might speak on the sudblect: "Are We Profuseional Bupervisors.” The
general thought to be develcped is that personnel masgenent is the bmie
responsibllity of the supervisor--he is directly responsible for emplorree moti-
vation, pexrformance, inprowament, recogidtion, aad utilizstiom.

It wvas alsoc suggested thet the Director of Pursomnel could follow Mr. Kirk-
patrick's theme with more specific cxsgoles of hov professional supervisors in
the Agency have sctually used the servicen of the Ofifice of Personnel, the
Medical Staff, the Office of Trainirg, andl the Oeneral Counael.

k24 # +* % +“* *

That the EBxecutive Director-Conpteoller or his Manpower Control &'ficer be
added to the agends to present top level ranagement viewpoints relatiw: to the
utilisstion of Agency merpower acsets in relation to the ovor-all menpower conw
trol policies of the White Houpe, Riyeasu of the Budget and Congress.

* #* * +* * *

20
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13. Othsr Comments

xmmwmwwmemgwwmmmmm
wmm;mmdhanjmhijWMhmm,M
salessenship finesse in their delivery. When spesiers themselves &0 1ot becone
maw:fmmumammmmn,mﬁmmmmmmm ‘
pages their notes, one can hardly expest the sudience to really feel the
mmeurmsuimtmw. o

Of the speakers, I thought Col. White walked swey vith the honors.
Mr. Bobols® spoech, what I vas able to hear, was good, but I had A4fficulty in
hearing him; therefore, I, 1fke othurs, lost much of his presentation.

mmm,mamwmmmmmumunw !
ammxmmmmmmwmnmﬁnuawa

* * * * #* »

zmmwwmmwﬁwmm.wm
W“%m?shwfwwm,"mm ’
grades through 11. such meatings perhaps more detall regardin: -to-
day sctivities and problems could be disciused, nd

=% +“ * * * W

The substance of the gourse was very well plarmed; hovever, I thiqk that
the younger supervisory types should be handled in & group &y thesselwse vhere
they eould get more of the basic mpervisory suggestions. Xl.iuisating scme of
the besie supervisory advice to the senice group would allow more time fer
mewmwm&mmw
superviaocrs.

W * * * * *

Binge & couple of spsakers brought W the subject -« thet we as Q1A
Wmmwammmwmmm-—mm'tmn
also be an effort made to give scue of this type of philosophy to the :ntermedi-
ste levels (and maybe Junior ones) vho hewve not rusehed supsrvisory ponitions?
The oldsr supervisors have probably faged thedr adfustment problems muccesafully,
vhereas the younger ones heve yet tc 40 su.

» L * L * *

Nore emphasis on the dwteils of fiuness reports.

» * » * % »

Our supervisors noted that the progrem &i& not ineolude the Office of Trein-
sud suggested that congiderstion be given to insluding & presentation by OMR
Wﬂmmmmmmatawmmmm

ey

* * * * » %
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The benefits and services mspect of the Medical Staff wes most imformative
but could be considersd in ancther contaxt. A suigested spproach to wiccver
and relate ocurrent and potential probless would be as follows:

&. A morning program devoted to senlor mensgement officials dis-
cugsing management problems in their ares and Azency gomls.

b. An afternoon devoted to smaller peminer groups providing for an
imterchange of inforwation mnd ideas. These seminars to be chaired by
officiels qualified to provide guidance and objectivity for analyris of
specific basic problems.

» * * * * * *

That necessary follow-p should be made with regard to publishing of the
individual presentations, o perhepe the Inelusion ef the highlights fiom each
Presentation In the Support Bulletir.

L # * * % *

I would be very much interested in recelving copies of the lectures given
at the Fridey meeting, if such sre rede mveilable for distribution.

*HEREREEEREERNRAENN
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